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23 July 1953

LIORAMDUM %ih:  Director of Certral Intelldvence

S5URIRCT s Flanning

1. PPUHL: This paper is subnitted in response to your regest
that this office make a study of whether on adequate mechanisn exists
within the Centrzl Intclligence Agency for the purpose of planning the
future work of the organization. _

¢e JISCUSSION: There 4s no single unmit of the Agency at this time
charged with the functions of over-all plamming for future activities of
the CIA,

a., In actuaiity, the top-level planning body in the 2 gency
exists in the form of ymir daily nmeeting with your Ueputies, the
Inspector General, Chief of “rerations, -xecutive Assistant, and
igsistant idrector for Current Intelligence. Here prohlems are
discussed, and decisicrs taken. If further staff work is needed,
action is generslly referred to a specific Deputy Director with the
responsibility resting on hin f'arA coordination both within and
outside the igency.

be The roject “eview Com‘rfsittea can e called a plannin: body
fron the vie:upaint that it will review & plan, program or oroject
and vecommend to you to accept or reject the proposal. “he great
weakness nf the PRC systen is that considerable work may be done on
a wroject prior to submission only to be rejected on policy, practi-
cality or financial grounds. ¢!s a consequ.e.riée the “:C on occasion
finds itself perfo“ming a planning as well as a reviewing function.
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¢. All other planning in the igency, except that which may te
done by committess, ad hoe or permarent, 18 done individually in the
offices of the Deputy Uirectors, (imnex 1 1ists planning groups
inside Giiﬁ.) Come of thisg planning way actually be cone in inter-
agency committees with the conseqyuencs that the Agency may be dis-
cussing advance plans with other lgf'ﬁci.es bafore there is top-level
intra=CLi planning, (Annsx 2 lists inter-agency committees thzt can
affect CIA plans,) |

de Cre of the structural weakress im the igency today is the lack
-of cross-utilization of the considerable expert telent in nesrly all
fields of major intelligence and operational interest. This crosse
utilization should be undertaken only with necessary precautions to
insure t}w compartventzlization reqeired to preserve clandestine and
covert 6gxﬁrations. Lut some mechanism sh‘:mld exist within the -agency

to lnsure that the best available talent 43 utilized ‘n developing

plans on all subJects. Just as the DI/P Pivision or Eranch Chief dn

X1 could provide useful advise and guldance to the “NE, oCI,

SEL 6y O8R exparis, 50 too mighl the latter prove valuatle in
discussing general principles concerning o erstions.,

e Cécrﬁin&t&on, both within CIs and inter-agency, is closely
related to planning.  4s noted fn A-mex I, the former bo/1 constituted
the Uffice of Intelligence Coordinaticn as his plannirne office. Tt
is falt that "I7 1s meither properly located, nor properly constituted,
to perforn Agercy plannine ory for thai matten coordination. It is
wrong for & "Ype office" to be performing solely staff functions; it
places AD/IC in tha Position of nepoliating with his fbllaw Assistant

Jirectors and being an ambassador to the DI/P area with the reslt

that 3?{? pé: primaR:‘;g s:: recordi m‘ficzﬁE %gﬁ%q@gqﬁgmowigmn

botWA
IRP 8 engngmg in grnur co Binntian of intor-agcncy oetivitbs.
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fe The nééd for an Qﬁer-.n plarning body in tiw Agency is
demonstrable., The pasa.!.b‘}.lity of a personrel ceiling being placed on
CIA is an 1llustration of how the plannihg staff would operate.
ispregentatives from all components of the Agency would be given the
opportunity to register.their mseds for personnel; th& planning staff
would prepare the staff stucy and recommendations for your considera-
tlon. Uimilarly, a reduction in the intelligence functicne of the
Department of State uould be considered by the planning staff in the
lighﬂ of ths over-all intelligence picture, and mécmmamiatians made
as to what functions should be dropped, what CIs should take over, ete.
(Annex 3 lists some of the more immediste subjects for planning staff
congideration.)

ge In order to insure cloze and intimate knowledge of Agency
problems and to avoid creation of an ivory towﬁfé?@rced from
reality, a CIA E-laiming Board should operate on a panel basis
utiliiing the exports on the particular subjects under conslderations
This will alsc insure an eqﬁal work load on the top officials of the
Agency. Its work should be umder the direct.ion and guidance of an
individual on your immediate staff, It should have & small eecretariat

to handle the paper work, draft reports, etc.
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3. COMCLUSICHS:

a. few, if any, matters should ever arise in your daily
meeting with your immediate staff that are not thoroughly staffed
out by a CIA plamning hogrd- thiougls) uhile'each coﬁﬁbneht |
of the sgency should be required to look as far forward as
possible and practical in planning its own cctivities, the CIA
planning beard would develop the over-all Agency plan. If, for
example, at L p.m. this afternnon an indication #as received of
the possibility of a new "erlin blockade by the Soviets, the

- (TA planning board would meet imrcdiately and prepare a "crash!
plan for the Deputies and your early consideration, including
such itema'aaz a review of both overt and clandestine intelligence
Acaverage and whether ﬁteps should be iaken to ausment it; a check
of what the "ffice of “urrent Tntelligence end Tffice of Nstional
vstimates plannaa to do on the subject; an indication of what
naterial the Office of Hesearch and -eports had on Berlin's ability
to withstand a blockade; determination of what psychologieal ‘
warfare action was being taken or conteﬁplateé; asgurance that
proper coordination was being accomplished with State, lefense,
Pgychological Strategy Foard, Yational Security Council Senior
Staff, etc.

be 0 should he purely a review functior to insure reas nable
and proper programs.  with 2 oroperly constituted planning staff, .
it chould review plans before they ara'daveloped intoc orojects--t us
insuring poliqy anproval prier to the bulk of the work in preparing
the project.

¢. Planning on the Teputy, 77fice, Staff and “lvicional level
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Board. bﬁ stuay'shonld be made am to whether the numbsy of planners
in the Agency could be reduced.

de A CIA Flanning Hﬁébd wauld-inaura prope§ cross-utilization
of our professxo.el ey~erfq on all subjects.

e. The aoardmnation function now performed by YIC should be

very closely related ic the {TA planning board.

lie  HoCOTALHDAT ! THSY

a. That a CIA Flanning Board be created. (Anﬁex L suggests
the appropriste quanizatihmal location for this Board.)

b. That an Assistart tn the Director for Flanning and
Coordination be appoint~d, to he selected from me experienced

. ‘ 'aw&ﬁcy'officen:nom*nated by the /I, DD/P and ND/4, and that

thls of ficer have two assistants selected from each cf ths other
Teput¥es offices so thnt all three leputies will be representad.

¢. That the present 6ffice of Intelligence Coordination be
abolished and its functicns transferred to the Assigtant to the

Tirector gf for Flanning and Coordination.
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s ANNEX T

S50 TT THE PLUBIING GROUPS WITHIN CIA

/T

Dfice of Intelligence Coordination” ' y
Planning and Goordinating Staff, 0ffice of Gperations
Annual Program prepared by the Office of National Estimales
Production Planning, 0ffice of Research and Reports

on/P

pn/A B

Research and Planning Staff, Personnel

Policy Planning Staff, Lojistics

o
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T o ANEK TI

INTER-AGLHCY C OMMITTEES THAT CAN AFFECT CTA PLANS

“nter-Agency Priorities Comnittee {sets priorities for cl&adzatine
collection). )

Inter-Agency Tefector Committee,

ticientific istimates Committes.
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: \ ARNEX T11

POSSIBLE SUBJECTS ¥OR CONSIDERATL N OF A CIA PLANNING BOARD

“ethods for Obtaining Intelligence on the USSR.

Intelligencé Support for Covert ‘perations.

Uisaeminatinn to Foreign Governments.

‘nter-Agency Production of a Current Intelligence Veekly.
Coordination of External Research.

CT4 fmryticipation on Interdepartmental (ommittees.

tgency Personnel Ceiling. |

tilization of Scientific and Tschnicai Intelligence Personnel.

Eethods for Collection of Sclentific and Technical Intelligence.

%

n';f':i
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.. . | ANNEX IV

SUSG STED LOCATI N FOR PLANKING BUARD
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e

{;XAMPLE?QF c--':.e-x.?zwir‘rm:f OF CIA-PLANNING BOARD PAUELS

-

* - Methods for Obtaining Intellifence on the USSR -
C Aselstant to DCI for Tlanning, Chairkgh

Agency Personnel Ceiling o
- iseistant to ICI for Planning, Chaiyman
Personnel
U/ A
L 10/P
L Db/T
Comme
Training

Tnter-Agency Production of a ‘urrent Intelligence Weekly
Assistant to DCI for rlanning, Chalrman :

, nCI |

i, OCI ‘

Requirements, FI .
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u(SENDER -WILL CIRCLE CLASS TION TOP AND BOTTOM)

CENTRAL INTELLIGENCE AGENCY
OFFICIAL ROUTING SLIP

INITIALS

Géneral Cabell

INITIALS

LBKirkpatrick %3 674;

[ apPROVAL [ ] INFORMATION [""] SIGNATBRE
[_] ACTION 1 DIRECT REPLY [T RETURN
[ COMMENT [ ] PREPARATION OF REPLY [ ] DISPATCH
[___1 CONCURRENCE [ | RECOMMENDATION [ 1FILE

Remarks: Here is the draft of the paper on a CIA
planning staff, and -

Tab A - DD/P's comments
Tab B - DD/A's comments
Tab C - DD/I's rewrite
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